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Program roadmap template
Four linked tabs: roadmap, dependency register, benefit tracker and sponsor decision log. All dates and names are fictional examples; replace them with your program's real data.
Grey italic text is an example. Replace it with your own content.
TAB 1: PROGRAM ROADMAP
	Milestone ID
	Workstream
	Milestone or decision
	Outcome supported
	Owner
	Baseline date
	Forecast date
	Status
	Depends on
	Dependency owner
	Acceptance evidence
	Benefit checkpoint
	Decision needed by
	Next action

	M01
	Data
	Data contract approved
	Trusted customer records
	Data lead
	Jan 15, 2027
	Jan 15, 2027
	On track
	None
	None
	Approved schema link
	No
	Jan 8, 2027
	Confirm field owners

	M02
	Integration
	End-to-end test passed
	Trusted customer records
	Integration lead
	Feb 12, 2027
	Feb 19, 2027
	At risk
	M01
	Data lead
	Test results and defect threshold
	No
	Feb 5, 2027
	Book integrated test

	M03
	Operations
	Pilot team trained
	Faster customer onboarding
	Operations lead
	Feb 26, 2027
	Mar 5, 2027
	Planned
	M02
	Integration lead
	Attendance and scenario sign-off
	No
	Feb 19, 2027
	Confirm pilot cohort

	M04
	Program
	Go or no-go decision
	Faster customer onboarding
	Program sponsor
	Mar 5, 2027
	Mar 12, 2027
	Planned
	M02; M03
	Integration and Operations leads
	Decision record with conditions
	No
	Mar 1, 2027
	Set steering agenda

	M05
	Benefits
	Adoption measured
	Faster customer onboarding
	Benefit owner
	Apr 16, 2027
	Apr 23, 2027
	Planned
	M04
	Program sponsor
	Adoption dashboard and baseline comparison
	Yes
	Apr 9, 2027
	Agree measurement window

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	


TAB 2: DEPENDENCY REGISTER
	Dependency ID
	Provider milestone
	Receiver milestone
	Provider
	Receiver
	Required evidence
	Latest safe handoff
	Escalation trigger

	D01
	M01
	M02
	Data team
	Integration team
	Signed schema and sample payload
	Before integrated testing
	Schema owner not confirmed

	D02
	M02
	M03
	Integration team
	Operations team
	Accepted test results
	Before pilot training
	Open blocking defects

	D03
	M03
	M04
	Operations team
	Sponsor
	Pilot readiness sign-off
	Before launch decision
	Training or support gap

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	


TAB 3: BENEFIT TRACKER
	Benefit ID
	Milestone
	Measure
	Baseline
	Benefit owner
	Review cadence

	B01
	M02
	Error rate on customer records
	Pre-launch error rate (to be measured)
	Integration lead
	Monthly

	B02
	M05
	Median days from signed contract to completed setup
	Pre-launch median (to be measured)
	Benefit owner
	Weekly for 8 weeks after launch

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


TAB 4: SPONSOR DECISION LOG
	Decision ID
	Decision needed
	Decision maker
	Needed by
	Status
	Baseline note

	DL01
	Accept revised launch date or approve scoped recovery plan
	Program sponsor
	Mar 1, 2027
	Open
	Original baseline stays on file
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